Abstract: This research was embarked upon to assess the state of formal learning processes (FLPs) in construction industry organisations in Nigeria. Data was collected using a structured questionnaire administered on sixty selected construction industry organisations operating in Lagos, Nigeria. The sampling was done through the purposive sampling method. Thirty questionnaires were returned. The FLPs adapted from a published instrument were used in the survey. The collected data was subjected to both descriptive and inferential statistical analyses. The findings indicate that "Information collection" was ranked highest while "Analysis" was ranked least. The results further indicate that there is no significant difference in organizational learning practices among contracting, consulting, and client organizations in the Nigerian construction industry. This study recommends that the absence of gap in perception regarding the status of FLPs in the Nigerian construction industry can be leveraged on to bring about improvements in the industry.
INTRODUCTION
The development of nations and the creation of capital goods and services are directly or indirectly supported by the construction industry. The industry provides, sustains or maintains infrastructure and supports the quality of life of citizens (Ogunlana 2010 ). The construction industry in Nigeria is of paramount importance in employment and economic growth (Ogunsemi and Jagboro 2006) . The construction industry contributes about 5% to Nigeria's annual gross domestic product and one-third of her total fixed capital investment. The industry represents about 70% of the capital base of the nation's economy. Notwithstanding its position, the performance of the industry within the overall macro-economy has been, and continues to be, very poor and abysmal (Faniran 2002) .
Some characteristics of the construction industry pose challenges to its management and integration. The industry is fragmented in nature, often with a highly mobile workforce. The products are fixed while the process is flowing. The arrangement of participants to execute the project often involves a coalition of disparate and different organisations, professional and commercial entities into what is termed temporary multi-organisations (Zhang and Hu 2011) . The industry is also faced with the challenges of addressing both company and project levels of management, especially in construction contracting.
The participants in the construction industry include clients, consultants and contractors. Each of these participants may be organisations with differing loyalties and goals. The construction project, however, brings them together. The backwardness and harshness of the construction industry in relation to other industries have been acknowledged (Tazelaar and Snijders 2010; Zhang and Hu 2011) . The industry has been severally criticised as being slow in response to innovation. The poor customer-focus and perceived shortcomings of the industry have also been sources of concern to practitioners. As a result, studies and commissions have been set up with a view to improving performance in the industry. Furthermore, globalisation which is real and has been described as irreversible is opening up or challenging opportunities and the way things are done (Ogunlana and Chareonngam 2003) . The report of the construction task force, set up in Britain in 1998, on rethinking construction acknowledged that while the *Corresponding author. Email: tobdad@yahoo.com British construction industry matches other construction industries in the world in its ability to deliver difficult and innovative projects, the industry is underachieving, delivering low profitability and investing too little in capital, research, development and training. The report also underscored the need for quality and improvements in efficiency partly in an attempt to increase customer satisfaction. The industry manifestly lags behind other industries in other sectors. The vision enunciated in the report was not that the UK construction industry should do better than what it was already doing, but that the stakeholders involve in a radical change that would make the industry within a set time frame deliver its products to its customers in the same way as the best consumer-led manufacturing and service industries (Constructing Excellence 2009). It is in this context, that this research is driven by the principle of benchmarking the industry with other efficient industries. As a result, concepts and practices that work and enhance improvements in other sectors can be studied and adapted to the construction industry not only of Britain but also other nations of the world. This is further justified by the unabated effect of globalisation on business practices and organisational development. As a build up on the report on "Rethinking Construction", Constructing Excellence (2009) emphasised the need for innovation and modernisation in processes and products for the UK industry. Ogunlana (2010) reflected on how nations use the construction industry to promote development and suggested strategies to improve efficiency. He also reported the underperformance of the industry in Nigeria. As the Nigerian construction industry is not isolated from the local and international economy, the need for benchmarking with other industries is reinforced. The need to maintain or improve competitive advantage warrants this study: an examination of formal learning processes (FLPs) in the industry. This study thus has the potential of contributing to the body of knowledge on organisational learning in Nigerian construction industry.
LITERATURE REVIEW ON ORGANISATIONAL LEARNING AND LEARNING ORGANISATION
Organisational learning takes learning beyond the frontiers of just individuals to that of the organisation housing those individuals. Organisational learning also imposes two requirements of knowledge and knowledge sharing with a degree of collective action of stakeholders (Granerud and Rocha 2011) . While Crossan et al. (1999) acknowledged that organizational learning is as old as the 1960s, the commonality of understanding as to what constitutes (the concepts and practices of) organisational learning has not been achieved among practitioners and academics (Fiol and Lyles 1985) .
Process and Outcome Perspectives of Organisational Learning
Organisational learning is in a state of flux with researchers operating from different perspectives. McShane (2001) treated learning as a process by an organisation to acquire, disseminate and apply knowledge for its survival and success. Increasing competitiveness is a driving force to organisational learning. This implies that organizational learning is supposed to be goal oriented. However some authors see learning from the process and not just outcome perspective as implied in the works of Senge (1991 ), De Gues (1996 and Garvin et al. (2008) . On the other hand, Fiol and Lyles (1985) acknowledged that there had been confusion for decades over the meaning of organizational learning. They defined organizational learning as the growing insights and successful restructurings of organizational problems by individuals reflected in the structural elements and outcomes of the organization itself. In this definition, learning consists of the development of insights on the one hand and structural and action outcomes on the other. One is a change in state of knowledge not clearly perceptible; the other often involves a change more easily visible in terms of an organizational outcome. Fiol and Lyles (1985) further argued that the two changes often do not occur simultaneously, which makes the problem of distinguishing between them all the more important. They cited what many theorists have referred to as learning: (1) new insights or knowledge; (2) new structures; (3) new systems; (4) mere actions; or (5) some combination of the above.
2.2 Multi-Level Perspectives of Organisational Learning Crossan et al. (1999) in their treatment of organisational learning focused on new learning or lesson and its use. They also focused on the multilevel perspectives of organizational learning: individual, group and organization. The three levels are linked by social and psychological processes of intuiting, interpreting, integrating and institutionalizing learning. The last is how cognition affects actions. Granerud and Rocha (2011) concurred and submitted that organisational learning encompasses the development of new knowledge, skills and behaviour, the rectification of errors and improvement of current practices. Organisational learning also involves the development of new routines. Thus organisational learning leads to, or is expected to lead to continuous process improvement. Ideas, techniques and experiences from within or outside the organisation are shared to improve the organisation's performance. Arshad and Scott-Ladd (2010) proposed some levels of organisational learning and their characteristics thus: (1) reproductive learning: handling of routine problems; (2) basic productive learning: evaluation of outcomes and minor corrections; (3) advanced productive learning: experiments, inventions and test solutions; and (4) creative learning: questioning existing assumptions. Having examined two major perspectives to organisational learning, an attempt is made to explain a related term: learning organisation. The concepts of organisational learning and learning organisation also carry along related terms of knowledge management and the knowledge-creating-company (Nonaka and Takuechi 1995) . The knowledge-creating-company as implied by Nonaka and Takuechi (1995) is an organization whose sole business is continuous innovation. The concept is hinged on the fact that in the world economies, the only certainty is uncertainty, for this reason the one sure source of lasting competitive advantage is knowledge. Wong et al. (2012) also wrote on a related concept termed "unlearning". They described "unlearning" as a process of clearing outdated beliefs that no more meet current challenges and realities. Dodgson (1993) acknowledged the difficulty of agreement both within and between disciplines as to what learning is, and how it occurs. To this end, various write-ups are inclined to examine the outcomes of learning but not the processes of learning. He described organizational learning in terms of learning processes and not outcomes. Organizational learning can be described as the ways that firms build, supplement and organize knowledge and routines around activities and within their cultures and how firms adapt and develop organizational efficiency by improving the use of broad skills of their workforces. His definition incorporates the following assumptions: (1) Learning generally has positive consequences even though the outcomes of learning may be negative, i.e., firms learn by making mistakes; and (2) Although learning may be based on individuals in the workforce, firms can learn too. Corporate and group culture is influenced by individual learning and can assist the direction and use of that learning. Dodgson (1993) further stated that learning occurs throughout all the activities of the firm. It occurs at different speeds and levels. Hence, encouraging and coordinating the variety of interactions in learning is a key organizational task. In essence, some authors do not see a distinction between organisational learning and the learning organisations while others see. Some see the learning organisation as a type of organization, while organisational learning represents the transformational process that occurs in that type of organisation. The first deals with anticipated structure, the second with process. Levitt and March (1988) also interpreted the learning process as the transformation of inferences from experiences into routines. The experience of the organizations is used in routine development of processes. Members in an organization possess both tacit and explicit knowledge. While tacit knowledge is intangible, explicit knowledge can be formalized and formularized into routine. The exact distinction and classification of which knowledge is tacit or explicit is thin.
The relevance of organisational learning to the construction industry has received some attention in literature. Tjandra and Tan (2002) stated that organisational learning is crucial for the industry since the industry, in spite of its significance to the national economy, is generally perceived to be one with low productivity and poor performance, They also stated that the project based nature of the construction industry has made it very vital to record and transfer lessons from project to project. Research studies on the construction industry have indicated that there is a direct relationship between an organisation's performance in its construction projects and its learning competencies (Love and Josephson 2004; Murray and Chapman 2003; Wong et al. 2012) . In a study on the Malaysian Vision 2020, Arshad and Scott-Ladd (2010) categorised approaches to learning into action learning, active learning and experiential learning, co-operative learning, problem-based learning, coaching and mentoring, formal and informal learning. Arshad and Scott-Ladd (2010) compared the approaches used by Malaysian organisations to learning and concluded that while organisations preferred internal learning strategies they also used external learning strategies. Arshad and Scott-Ladd (2010) further concluded that both formal and informal sources are popular.
With the array of possible learning experiences in the construction industry, this study seeks to investigate the FLPs and practices available in the Nigerian construction industry. This exploratory research has not aligned with the rigid differentiation of organisational learning from the learning organisation. The research has aligned itself with the process perspective of approaching and understanding learning. In this regard, formal processes that form one of the three building blocks of the learning organisation as developed by Garvin et al. (2008) are the subject of investigation with respect to some construction industry organisations in Nigeria. Garvin et al. (2008) had developed an instrument or a diagnostic toolkit that encompasses three building blocks to measure a learning organisation. The three building blocks are: (1) a supportive learning environment which has four distinguishing characteristics: psychological safety, appreciation of differences, openness to new ideas and time for reflection; (2) FLPs which have experimentation, information collection, analysis, education and training and information transfer as sub-components; and (3) leadership that reinforces learning. This research has focused on the second building block in an exploratory study of organisational learning or learning organisation in the construction industry of Nigeria. The need to increase competitiveness in the industry and encourage continuous process improvement warrants this study. This study thus has the potential of contributing to the body of knowledge on organisational learning in the Nigerian construction industry.
It is in this context that this research aims at investigating construction industry organisations in Nigeria on one of the building blocks of learning organisations. In the process, the following objectives are pursued:
1. To ascertain the assessment of construction industry organisations of issues relating to FLPs as one building block of a learning organisation; and 2. To investigate if there are differences in the status of FLPs of the construction industry organisations.
RESEARCH METHODS
The data collection and analysis were preceded by literature review. Data for the study was collected using a structured questionnaire. The questionnaires were distributed to a sample of contractor, consultant and client companies operating in Lagos, Nigeria. The sample was selected using purposive sampling, one of the non-probabilistic techniques. The research is an exploratory one on the Nigerian construction industry, using Lagos as the study area. Lagos is the commercial nerve centre of Nigeria. It is the former Federal Capital of Nigeria. Furthermore, by the nature of the construction industry, wherein the head office of the construction organisation may not necessarily be located in the same place as her projects, Lagos houses the head or branch offices of many of the organisations. In a way, some of the construction organisations have spread beyond Lagos. Lagos, like a cluster, has the characteristics of major Nigerian cities with high construction output. Data for this study was obtained from a questionnaire developed for a larger study. The questionnaire was divided into four sections. Section one examined the characteristics of respondents in terms of their professions, academic qualification, professional qualification, years of experience, type of organization, size of organization, and number of projects involved in the last five years (2005) (2006) (2007) (2008) (2009) (2010) . The second section evaluated the disposition of project participants (organisations) to organisational learning. The third section measured the learning processes and practices of employees of organization or team-mates within their team or unit, while the fourth section measured management support for organizational learning within their companies. The second to the fourth section required respondents to respond to statements using an ordinal scale of 1 to 5 in each section in the order: 5 = Strongly Agree, 4 = Agree, 3 = Slightly Agree, 2 = Disagree, 1 = Strongly Disagree. These three sections of the questionnaire measure supportive learning environment, FLPs and leadership that reinforce learning respectively. The questions used for these three sections were drawn or adapted from Garvin et al. (2008) with amendments in this research to the levels of measure practically and ostensibly to make responses easier in the research environment. FLPs form one of the building blocks of a learning organisation. Consequently, the responses to the third section of the questionnaire which dwelt on FLPs (used in conjunction with section 1) form the basis of analysis and discussion in this research report.
Based on this, the data generated were analysed by Statistical Package for Social Science (Version 13.0). For the descriptive analysis, the mean score of each item was obtained by:
(1)
where MIS = Mean score; V 1 = number of respondents who ticked 1 or "strongly disagrees" with the item; V 2 = number of respondents who ticked 2 or "disagrees" with the item; V 3 = number of respondents who ticked 3 or "slightly agrees" with the item; V 4 = number of respondents who ticked 4 or "agrees" with the item; V 5 = number of respondents who ticked 5 or "strongly agrees" with the item; and N = Number of respondents. Responses with the highest mean score in a subsection were ranked 1, while those with lower mean score were ranked accordingly. Further inferential statistical analysis was done on the data while the statistical level of significance was set at 5%.
ANALYSIS AND RESULTS
Sixty questionnaires were administered on the selected construction industry organisations with the questionnaires being completed by their representatives. Follow-up efforts including telephone calls and reminders on some of the respondents with repeat visits were made. In the process thirty completed questionnaires were received. The response rate to the questionnaire was 50%. This is judged to be a high rate of response which can be attributed to the follow-up efforts.
Characteristics of Respondents and Re-
spondents' Organisations Table 1 shows the professions of the respondents who completed the questionnaire on behalf of the construction industry organisations. It is observed from the findings that majority of the respondents were civil engineers. Builders and quantity surveyors tie in the matter of frequency. It is to be noted that builders are professionals in the building profession by Nigerian laws in Nigeria. They are licensed to practise the building profession by the Council of Registered Builders of Nigeria. They are on the same legal pedestal as architects, engineers and other built environment professionals in terms of recognition to practise in the Federal Republic of Nigeria. Builders are to be distinguished, in the context of this work, from contractors who are business persons or entities. Table 2 shows the frequency of projects that the respondents have been involved in the last five years. It indicates that the majority of the respondents 30% had experience on 1-5 projects while 13.3% had experience on above 30 projects. Table 3 shows the characteristics of the respondent organisations. It shows that 19 (63.3%) of respondent organisations were contractors, while 5 (16.7%) were consulting firms and 6 (20%) were client organisations. Table 4 shows the number of employees of the organisations. It indicates that 12 (40%) of the organisations had between 100 -1000 employees. It also shows the others: 7 (23.3%) of the organisations have 50 -99 employees; 9 (30%) have 5 -50 employees while 1 (3.3%) has 1 -5 employees.
Descriptive Analysis on Organizational Learning Processes and Practices
This section reports the output of the examination of the formal organizational learning processes in the selected organisations within the construction industry in Lagos. Table 5 shows the descriptive analysis of items used to investigate the formal organizational learning processes in the selected organisations. The mean scores of items of all the respondent organisations are shown for each issue within a subsection. An examination of Table 5 reveals the following: 1. Within the subsection "Information collection", the statement "This unit/organization systematically collects information on economic and social trends" was ranked 1 which reveals that organizations intend to learn and get ahead economically and socially. They also collect information on customers, but not really on competitors. Furthermore, organizations frequently compare their performance with that of competitors and best-in-class organizations with much commitment and diligence. 2. Within the subsection "Experimentation", most respondents slightly agreed that their unit/organizations have a formal process for conducting and evaluating experiments or new ideas. Based on other observations within this subsection it can be inferred that experimentation is somewhat used in the Nigerian construction industry. 3. Within the subsection "Information transfer", respondents mostly agreed that their units/organizations quickly and accurately communicate new knowledge to key decision makers, followed by their units/organizations "regularly conduct post-audits and after-action reviews", and "regularly share information with networks of experts within the organization". However, they slightly agreed that their units/organizations have forums for meeting with and learning from customers and clients, suppliers, experts from other departments, teams and divisions and from outside the organisation. They also slightly agreed that their units/organisations regularly share information with networks of experts outside the organization, and also with suppliers. On information transfer, it is noted that the mean item scores that can be approximated to 4 implying "agree" are for the following issues: (1) quick and accurate communication of new knowledge to key decision makers; (2) regular conduct of post-audits and after-action reviews; and (3) regular sharing of information with networks of experts within the organization. A closer look indicates that all other subcomponents have means approximating to 3 implying slightly agree. 4. Within the subsection "Education and training", majority of respondents slightly agreed that their units/organizations valued training. Based on other observations within the sub-section it can be inferred that the Nigerian construction organizations (industry) are not fully disposed to education and training.
5. Within the subsection "Analysis", majority of respondents revealed that their units/organizations pay attention to different views during discussions, and frequently identify and discuss underlying assumptions that might affect key discussions. However, they disagreed with the statement "This unit/organization never revisits wellestablished perspectives during discussions". Overall, the subsection "Information collection" had an overall mean score of 3.59 and was ranked 1. It signifies that respondents agree that it is the most widely practised learning process in the Nigerian construction industry. However, respondents slightly agreed with subsections "Experimentation", "Information transfer" and "Analysis". These existing organizational learning processes are not widely practiced when compared to "Information collection". One observation is that means of all the subsections are approximately 3 which suggests that preponderance of responses suggest "slightly agree" to the issues being used for the assessment.
Inferential Statistical Analysis on Organizational Learning Processes and Practices
The next analysis is to investigate whether there are significant differences in organizational learning processes and practices among contracting, consulting, and client organizations within the Nigerian construction industry. To achieve this, the null hypothesis was postulated as follows: Null Hypothesis (H 0 :): There is no significant difference in organizational learning processes and practices among contracting, consulting, and client organizations within the Nigerian construction industry.
An analysis of variance was performed on the relevant data. Tables 6 and 7 show some of the edited outputs of the analysis. Table 6 specifically shows the means and standard deviations and other measures of central tendency of the responses. It also indicates that for all the groups except the client group, the mean revolves around 3, i.e., the "slightly agree" value. Table 7 presents the analysis of variance (ANOVA) results of the three groups with respect to the mean score of the items.
From an examination of Table 7 , the probability value is greater than 0.05, the set value for statistical significance. The implication and decision is that the null hypothesis should be accepted as there is no significant difference in organizational learning practices among contracting, consulting, and client organizations within the Nigerian construction industry. The analysis implies that there are no significant differences among the respondent groups.
DISCUSSION
The results of both the descriptive and inferential statistical analysis are revealing, which are discussed in the following.
Information Collection
The descriptive analysis indicates that organisations collect information first on economic and social trends, then customers, followed by competitors. This order can be understood and rationalised in the research environment. The volatile nature of the Nigerian economy occasioned by local issues and the global economic recession may have accounted for this development. Changes in prices of materials and other resources are of primary interest to construction industry organisations. This is even more so when inflation can make the estimates of all the parties to the construction project go overboard. Also construction organisations keep information on their customers for the purposes of contact. The industry organisations rank the competitor least when the issue is that of gathering information on their competitors. Perhaps the fragmented and informal nature of some construction procurement processes in the country account for this. In the informal sector, works are sometimes let out, not on the basis of competition, but sometimes on other factors such as relationship to the procuring agencies. In more formal systems and economies, one may expect that competitors will be ranked high. It is interesting however that the construction industry organisations compare their performance with that of best-in-class organisations and competitors.
Experimentation
The most important finding is that the organizations have formal process for conducting and evaluating experiments or new ideas. This was followed by frequent experimentation with new products or service offerings. The least practised is the frequent employment of prototypes or simulations when trying out new ideas. This finding suggests that construction industry organisations or their units involve in one form of experimentation or the other.
Information Transfer
On information transfer, it is observed that all the subcomponents that have mean item scores that can be approximated to 4 which implies "agree" are: "This unit/organization quickly and accurately communicates new knowledge to key decision makers", "This unit/organization regularly conducts post-audits and after-action reviews", and "This unit/organization regularly shares information with networks of experts within the organization". A scrutiny of the other subcomponents whose mean item scores can be approximated to 3 suggests that respondents slightly agree that construction industry organisations involve in bringing in outside parties or experts into the organisations in knowledge sharing and learning efforts. The least ranking assigned to "This unit/organization has forums for meeting with and learning from experts from outside the organization" in Table 5 has implications. This may suggest that the construction organisations tend to dodge the use of external parties and experts in sharing knowledge and learning. This may be because they do not want to incur what they may call additional cost to bring in the experts and parties. This sub-section suggests that construction industry organisations want to use knowledge but are not disposed to investing in it. The use of regular conduct post-audits and after-action reviews (with a mean of 3.6) by construction industry organisations ranks second in the information transfer subgroup. This agrees with the finding of Kululanga and Kuotcha (2008) that one of the learning processes used in the Malawi construction industry is the use of project reviews after project is ended.
Education and Training
All the mean item scores on the subcomponents of education and training approximate to 3 implying "slightly agree". This implies the low value placed on training in the construction industry organisations. Relatively with respect to education and training, more emphasis is placed on adequate training of newly hired employees than on the periodic training and training updates. Perhaps this can be understood in the context of induction of new employees and the acculturation of such to the organisations. It may further suggest that construction industry organisations want their new employees to key into their organisational culture. The least areas of emphasis are: "Training when new initiatives are launched" and "Training when switching to a new position". The results in this section suggest that the construction industry organisations are more complacent with education and training matters of old employees than newly hired employees.
Analysis
On analysis, the two issues approximating to "agree" by the respondents are: "This unit/organization pays attention to different views during discussions" and "This unit/organization frequently identifies and discusses underlying assumptions that might affect key discussions". The other issues approximating "slightly agree" value are: "This unit/organization seeks out dissenting views during discussions", "This unit/organization engages in productive conflict during discussions" and "This unit/organization never revisits well-established perspectives during discussions". The implication is that the construction industry has low scores in tolerating opposing ideas and also in productive conflict management.
Inferential Statistical Analysis
From the inferential statistical analysis, there is no significant difference in organizational learning practices among contracting, consulting, and client organizations within the Nigerian construction industry. The inferential statistical analysis thus suggests the homogeneity about perceptions of the status of construction industry organisations on FLPs. This homogeneity has the potential of making stakeholder management of intervention or policy efforts on organisational learning in the construction industry less problematic. In the perception of respondents, the study suggests that construction industry organisations want to use knowledge but place low value on training. Areas of low ranking on organisational learning practices include training, utilisation of experts and outsiders in bringing about learning, and gathering of information on competitors.
CONCLUSIONS AND RECOMMENDATIONS
Some conclusions emanate from this research. The study indicates that construction industry organisations collect information first on economic and social trends, then customers, followed by competitors. Also construction organisations keep information on their customers for the purposes of contact. The industry organisations rank the competitor least when the issue is that of gathering information on the competitors. The construction industry organisations disseminate or communicate new knowledge to key decision makers in the organisations. However the construction organisations tend to dodge the use of external parties and experts in sharing knowledge and learning. The assessment or perception of construction industry organisations suggests that the industry want to use knowledge but place low value on training. Furthermore, "information collection processes" are the most widely practised learning processes in the Nigerian construction industry. The organizational learning processes of "Experimentation", "Information transfer" and "Analysis" are not widely practised as "Information collection processes". In addition, the inferential analysis reveals that there is no significant difference in organizational learning practices among contracting, consulting, and client organizations in the Nigerian construction industry. This study recommends a more detailed investigation of measures where respondents indicate disagreements so as to understand better the underlying phenomena. Measures where there are strong indices of agreement can be further explored for improvement. It is also suggested that the absence of perception gap about the status of FLPs in the construction industry can be leveraged on to bring about improvements in the industry. This research acknowledges some limitations: the sample size and the study area. The study area is Lagos; conclusions from this work may not be validly applicable to all parts of Nigeria. The conclusions can however be indicative.
